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PPREFACEREFACE

You may find it particularly helpful to solicit the aid of a trained group facilitator at your installation.  The
group facilitator should be familiar with developing action plans, or a supervisory level individual who has
been tasked with the responsibility of facilitating the meeting with the planning group.  In addition, it is
recommended that the DPCA participate (as a nonplayer) in the introduction to the meeting, i.e., as a show
of support of the process.
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CCHAPTER HAPTER 11

IINTRODUCTIONNTRODUCTION

This chapter highlights the rationale for development of the
Recreation Delivery System (RDS).  Benefits of the system to the
installation, individual activities, staff, and customers are
discussed.  The Recreation Delivery System is applicable to all US
Army camps, posts, stations.

CFSC VCFSC VISIONISION

ready, self-reliant force.

RDS VRDS VISIONISION

“We are the first choice of America ’s Army for providing
recreation opportunities. ”

The RDS is designed to provide integrated and efficient customer-
driven recreation programs that increase patron opportunities, in a
cost-effective manner, through better utilization of facilities while
incorporating non-facility bound programming and unit outreach.

The foundation for the delivery system is that the program is not
limited to facility resources, is driven by the needs and desires of
its customers, and is centered on maintaining soldier readiness.
Strengthening the military community through enhanced
recreational opportunities is the key to the system.
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PPURPOSE OF URPOSE OF RDSRDS

The purpose of the Recreation Delivery System (RDS) is to:

• Best support deployments and soldier readiness required for
our Army into the 21st Century.

• Strengthen the military community.
• Assign responsibility and fix accountability.
• Optimize patron opportunities and facility use through:
 

⇒ Efficient market-driven programs that are integrated and
cost effective.

⇒ Program and operations teams.
⇒ Non-facility bound programming.
⇒ Outsourcing opportunities.
⇒ Unit outreach.

BBACKGROUNDACKGROUND

The US Army Recreation program has not changed during the past
several years.  Changing times and demographics have outpaced
the recreation programs to the point that present-day needs and
desires are not being met.  Viewing this situation, commanders,
through their representatives at the Army Recreation Leadership
Training, NRPA in October 1994, determined that action must be
taken.  There were additional imperatives for change:

1. Declining resources.
2. Declining participation.
3. Inadequate facilities.
4. Inadequate staffing.
5. Community competition.
6. Lack of command support.
7. Lack of documented relevance to the mission.
8. Inability to quantify demands.
9. Failure to meet the needs of the military community.
 
To address these problems, a Recreation Process Action Team
(PAT), composed of Community and Family Support Center
(CFSC), Major Command (MACOM), and installation
representatives convened in December 1994.  The PAT agreed that
a change was needed to revitalize the Army ’s Recreation program
to meet the needs of the military community into the 21st century.
They concluded that at a typical Army installation today, the
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Community Recreation program is characterized by facility-based
programs, dedicated personnel with appropriate skills, passive
programs determined by providers, and inherent value.  The PAT
envisioned community recreation in the future to be characterized
by dedicated personnel with enhanced skills, and customer-driven
creative programs conducted through in-house, contracted, or off-
post sources in a highly efficient and cost-effective manner.

PPROGRAM ROGRAM DDEVELOPMENTEVELOPMENT

KKEY EY RRESULTS ESULTS AAREAS REAS (KRA(KRASS))
Key Result Areas (KRAs) were identified during development of
the Recreation Delivery System as pivotal to the successful
implementation of the program.  Most of these KRAs were viewed
by the designers of the program as more efficient and effective
methods of recreation program delivery without any degradation of
ability to meet customer expectations.  Other KRAs are targeted at
better meeting customer needs and ensuring that support systems
enhance the ability to deliver the desired services or activities.
Promotion of these eight basic KRAs will lead the installation to
consider all of the basic tenets of operations today and reengineer
for the desired outcomes.

The eight core KRAs provide a framework for an enhanced
recreation delivery system.  They are presented in the following
table.

KRA
#

KRA Content

1 Increased customer-
driven programming

• Alternative to drop-in programming
• Focus based on customer input

2 More effective use
of facilities

• Maximum use of available space
• Services consolidated for efficiency
• Reduced infrastructure costs

3 Non-facility based
programming

Programs will be conducted in a variety
of facilities to include non-traditional
facilities such as housing areas, single
soldier barracks, and other non-
recreation owned facilities.  Key
concepts include:
• Delivery of programs where the

customers are
• Joint program delivery among

Morale, Welfare, and Recreation
(MWR), installation, and local
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KRA

#
KRA Content

community (e.g., teen programming
in partnership with the local school
system)

• Development of interface with units
4 Integrated

programming
This requires sensitivity to the
difference between competing with
other MWR activities and expanding
into new activities.  It requires
expanding the focus of managers and
staff beyond program ownership to
value cooperation and teamwork.
• Cooperative efforts with state, city,

county, and other recreational
programs

• Cooperative efforts with other
MWR programs

• Method to expand menu of services
to authorized patrons

• Method to provide services for
small market segments

5 Active pursuit of
outsourcing
opportunities

• More efficient and effective use of
resources

• Increase Recreation opportunities
on and off post

• Ability to program for small market
segments

6 Development of
internal promotional
strategies

• Centralized registration
• Use of RecTrac!
• Internal selling

7 Improved support
services

• Support reengineering to meet RDS
requirements

• Identification of policies and
procedures that hinder efficient
operation

8 Establishment of
program and
operations teams1

• Leadership in planning the RDS
• Establish positions for RDS

programming
• Representatives from different

disciplines
(For more details on the teams refer to
page 7.)

                                                       
1 This KRA was added after the pilot test. Establishing the program and operations teams facilitates
processes required to implement the Recreation Delivery System.
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TTRANSITION RANSITION OOBJECTIVESBJECTIVES
To revitalize community recreation, there must be a strategic shift
that is proactive, integrated, and customer-driven.  The emphasis of
this transition must be from facility-bound recreation to a
contemporary, unrestricted system of activities geared to the needs
and wants of patrons.

This make-over may result in expanding, reducing, or eliminating
existing programs, and introducing new programs. Specific
objectives are to:

1. Shift the emphasis from facility-bound recreation to an
unrestricted system of customer-driven activities.

2. Recognize the need for the programs to evolve, based on
customer demand for services.

3. Transition recreation programmers to serve as unit recreation
specialists.
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4. Assist commanders in assessing unit soldier needs, and

integrating these requirements into the activities, services, and
programs delivered by the installation recreation program.

5. Provide greater day-to-day interaction with individuals, units,
and commanders.

6. Support units in fulfilling war and operations other than war
missions at home and during deployments.

7. Design and implement a contemporary recreation program.

OORGANIZATIONAL RGANIZATIONAL SSTRUCTURETRUCTURE
The contemporary recreation program that is envisioned will
require making a structural change in the organization.  The duties
and functions of recreation personnel will be aligned with either
program or facility operations.

A traditional organizational structure is presented below.  This
figure highlights the traditional mindset of recreation staff, that is,
to focus on the programming within their own “box ” in the
organization, which is often tied to a facility.

TTRADITIONAL RADITIONAL OORGANIZATIONAL RGANIZATIONAL SSTRUCTURETRUCTURE

The vision of the Recreation Delivery System removes the
recreation managers from those boxes, and places them in teams,
focused on either programming or management of facilities.  The
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key to this structure is that programs are no longer tied to facilities.
Programmers are freed of the responsibilities for managing the
facilities, thus allowing them to focus more fully on programming
to meet customer needs.  An example of an organization chart
under the Recreation Delivery System is presented next.

PPROPOSED ROPOSED OORGANIZATIONAL RGANIZATIONAL SSTRUCTURETRUCTURE

TTHE HE TTWOWO-T-TEAM EAM AAPPROACHPPROACH
The two-team approach illustrates the eighth KRA, defined
previously.  This organizational structure, with the recreation
coordinator overseeing the work of both the Program and the
Operations teams, was identified during the pilot tests as a critical
component to making the Recreation Delivery System successful.
The function of each team is described next.
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PPROGRAM ROGRAM TTEAMEAM

Within this new organizational structure the program team is
concerned with:
1. Planning for directed2 program activity (e.g., aerobics, sports,

entertainment) or service.
2. Identifying program needs.
3. Coordinating logistical support for directed programs.
4. Coordinating contracts for programs or services.
5. Promoting coordination between the program and operations

personnel to reduce duplication and ensure maximum co-
location of activities and services.

6. Finding a suitable place to conduct the activity (whether on or
off the installation).

7. Conducting the program, if appropriate.
8. Preparing cost analysis and pricing for directed programs.
9. Partnering with the community.
10. Finding out what the market wants and coordinating with the

Marketing Division for directed programs..
11. Assuming responsibility for registration of participants.
12. Evaluating customer satisfaction.

Programs and activities may be conducted by the installation staff,
contracted, or provided through a partnership (e.g., cooperative
arrangement), thereby minimizing program ownership.  Through
frequent contact with customers, programmers must determine
which services are to be provided.  This is achieved through
constant communication with facilities operators who have
frequent interaction with the customer, and through coordination
with different customer groups (e.g., other MWR agencies, spouse
groups) to identify the needs of the customer base and, as resources
permit, satisfy those needs.

Recreation programmers will also be identified to serve as
recreation specialists to assist commanders in assessing unit soldier
needs through day-to-day interaction.  The identified requirements
will be integrated into the delivery system.  Support will include
help to units to fulfill contingency missions at home and during
deployments.

                                                       
2 A “directed program” is a structured program, generally providing more than a facility and equipment.
Directed programs are generally of limited availability.  Examples include racquetball or other sports
tournaments, intramural leagues, concerts, ITR trips, and summer reading programs.
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OOPERATIONS PERATIONS TTEAMEAM

The operations team will be concerned with:

1. Informally finding out what the market wants and
communicating it to the program team.

2. Operating the indoor and outdoor facilities, courts, and fields.
3. Maintaining equipment;  coordinating facility maintenance and

repair.
4. Promoting coordination between the operations and program

personnel to reduce duplication and ensure maximum co-
location of activities and services.

5. Making facility reservations inherent to the facility, for
example, courts (but not classes or programs).

6. Budgeting input for facilities.
7. Delivering self-directed programs.3

8. Coordinating marketing.
9. Evaluating customer satisfaction.
10. Providing support for directed programs.

This new organization structure will enhance and expand what is
currently available.

PPILOT ILOT TTEST OF THE EST OF THE RRECREATION ECREATION DDELIVERY ELIVERY SSYSTEMYSTEM

The Strategic Planning, Finance, and Executive Committee of the
MWR Board of Directors endorsed the pilot testing of this program
at three Army installations.  Due to the success of the pilot, the
concept is being applied across the Army.

                                                       
3 Self-directed programs are unstructured, non-supervised programs.  A facility and equipment is provided;
patrons can participate whenever the facility is available.  Examples include:  racquetball challenge court,
playing billiards, doing your own oil change, renting outdoor equipment, checking out a book.
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CCHAPTER HAPTER 22

RROLES AND OLES AND RRESPONSIBILITIESESPONSIBILITIES

RRESPONSIBILITIES OF THE ESPONSIBILITIES OF THE PPROJECT ROJECT CCOORDINATOROORDINATOR

BBRIEFINGSRIEFINGS

The Project Coordinator is primarily responsible for providing
informational briefings to the command.  These briefings should
provide adequate information so installation leaders are familiar
with the direction and goals involved with the RDS.  It is important
that in work and action the commanders show support for the
initiative and that the goals are a priority at the installation level.
For this to occur, some decisions must be made in terms of the
appropriate individuals to include in briefings.  This group may be
more or less inclusive, depending on the installation.  Following
are some of the individuals typically included in the briefings:

• Installation commander or Garrison commander
• Director of Personnel and Community Activities (DPCA)4

• Other Division Chiefs
• Civilian Personnel Office (CPO) representative
• DPW (Department of Public Works)
 

DDECISION ECISION MMEMORANDUMEMORANDUM

The Project Coordinator is also responsible for developing a
decision memorandum, and attaining installation command support
to adopt the RDS.  Command ’s visible support of the RDS is
essential to its success.

                                                       
4 For the purpose of this manual DPCA and DCA are synonomous.
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TTASK ASK AACTIVITY CTIVITY MMANAGERS TO ANAGERS TO PPARTICIPATEARTICIPATE

The Project Coordinator will need to identify appropriate
participants for the action planning workshop.  These workshops
will set the course for the RDS.  It is useful to have participants
who are central in their program areas and well informed about
how recreation currently functions.  There is a good deal of
brainstorming and developing “new ways ” of more efficiently and
effectively providing recreation services, so including participants

recommended.  The workshops will be the first opportunity to
promote staff buy-in of the program, so it is important to have all
recreation program areas represented, and encourage participants
to become actively involved with the process.

GGATHER ATHER DDATAATA

Information about how recreation is currently functioning is
important during the action planning stage and subsequent program
evaluation. Activity managers participating in the action planning
workshops need information and data about all program areas.
Though many managers will be familiar with most recreation
programs, specific financial and programming records will be
helpful in determining the strategic changes that will bring about
desired results.

FFACILITATOR ACILITATOR RRESPONSIBILITIESESPONSIBILITIES

To facilitate implementation of the RDS, installations may find it
particularly helpful to obtain the aid of a trained group facilitator at
their installation.  The facilitator should be a person familiar with
developing action plans, or a supervisory level individual who has
been tasked with the responsibility of facilitating the meeting with
the planning group.  The facilitator identified to help develop and
implement the RDS will be responsible for the following activities.
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RREVIEW EVIEW DDATA ATA GGATHERED ATHERED ((BY BY PPROJECT ROJECT CCOORDINATOROORDINATOR))

The facilitator will begin the planning process by reviewing the
recreation data (gathered by the Project Coordinator) to become
better acquainted with the recreation program areas.  This
information will begin to highlight program areas that are very
effective and those that could use attention and perhaps some
redirection.

CCONDUCT THE ONDUCT THE IINSTALLATION NSTALLATION AACTION CTION PPLANNING LANNING (IAP)(IAP)
MMEETINGEETING

The facilitator will be responsible for conducting the Installation
Action Planning (IAP) workshop.  This handbook provides an
exercise-by-exercise description of the IAP meeting.  The
facilitator ’s responsibility is to ensure that the schedule is
maintained (that the group does not go too far astray) and the
group shares and discusses information in a positive and
productive fashion.  Aspects of the planning phase can arouse
resentments and defensiveness if participants feel they are losing
something in the process.  It is anticipated that by the end of the
meeting some of the staff resistance will be overcome, as the
participants see the potential advantages of the resulting action
plan.

The facilitator will also be responsible for overseeing the small
group facilitators.  During the course of the workshop several
activities will require breaking into small groups.  The facilitator
may choose to identify outside facilitators who are objective.
Whatever the arrangement, the facilitator should watch the
progress of the small groups and provide feedback to the small
group facilitators.

Finally, the facilitator will be looked to as the “honest broker. ”
The facilitator may be asked to provide an outsider’s perspective,
and this will prove to be quite useful and important as a bit of
territorialism can be expected during the IAP workshop.
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SSMALL MALL GGROUP ROUP FFACILITATORSACILITATORS

Small group facilitators should be designated.  They will need to
provide guidance and leadership to the small groups as they
consider alternatives and make decisions about recreation
strategies.  The requirements for these facilitators are similar to
those for the group facilitator   Most importantly, the small group
facilitators will have to ensure that the workshop schedule is
maintained, that the group does not go to far astray, and that the
group shares and discusses information in a positive and
productive fashion.

MMEETING EETING PPARTICIPANTSARTICIPANTS

The meeting participants, identified by the Project Coordinator,
will be required to participate in the full IAP workshop.  Progress
is most efficient when participants are present at all sessions, as so
much of the information is built upon from one day to the next.
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CCHAPTER HAPTER 33

IINSTALLATION NSTALLATION AACTION CTION PPLANNING LANNING MMEETINGEETING

PPURPOSEURPOSE

The purpose of the Installation Action Plan is to identify specific
actions that will enable the installation to implement the
Recreation Delivery System.  These actions are tailored to the
installation, and are based on data obtained during the data-
gathering step.

This process gives the managers an opportunity to make decisions
on changes, rather than having somebody else dictate changes.
By making changes and becoming more efficient, this process may
expand the program.

PPARTICIPANTSARTICIPANTS

The 5-day Installation Action Planning meeting
is designed to be a group process involving the
CRD, CPO, Services Division (SD), Family
Support, Marketing, Better Opportunities for
Single Soldiers (BOSS), and Recreation
program managers, at a minimum.  Include
program managers from satellite or subposts, as
appropriate.  (NOTE:  It is best to keep the
group smaller than 20.)

RRESOURCE ESOURCE RREQUIREMENTSEQUIREMENTS

The following resources should be available to ensure the planning
process runs smoothly:

1. Large group facilitator and three small group facilitators.
2. 4 laptop computers, 3 disks, wordprocessing program with

which participants are familiar.
3. Typing support.
4. Photocopy capability.
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5. Large room (for 20 people).
6. U-shaped table configuration.
7. Two breakout rooms.
8. Overhead projector and screen.
9. Vugraphs and markers.
10. Flip charts (3) and markers.
11. Action Planning Workbooks (one for each participant)

(Appendix A).

SSCHEDULECHEDULE

Action Planning Workshop AgendaAction Planning Workshop Agenda

Monday, Day 1

0800 - 0930 Brief Planning Group on Recreation
Delivery System

DPCA, Project
Coordinator &
Facilitator

0930 - 1000 Questions & Answers Project Coordinator &
Facilitator

1000 - 1030 BREAK
1030 - 1130 Introduction to Planning

Roles and Introductions
Mission and Outcomes

Facilitator

1130 - 1230 LUNCH
1230 - 1430 Administer Recreation Planning

Questionnaire
Large Group

1430 - 1630 Teambuilding Exercise Large Group

**Typing support is required to integrate results of Recreation Planning Questionnaire.  It may be
needed after the participants leave for the day.

Tuesday, Day 2

0800 -0900 Review Planning Questionnaire Results Facilitator and Large
Group

0900 - 0930 BREAK
0930 - 1130 Develop Recreation SWOT Analysis Large Group
1130 - 1230 LUNCH
1230 - 1400 Introduce Action Planning Model

• Develop Planning Assumptions
• Review and Discuss Key Result Areas

(KRAs)

Facilitator and Large
Group

1400 - 1430 BREAK
1430 - 1600 Brainstorm Opportunities to Adapt KRAs to

the Installation
Facilitator and Small
Groups

**Typing support is required to integrate results of Brainstorm Opportunities to Adapt KRAs to
Installation.  It may also be needed after the participants leave for the day.
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Wednesday, Day 3

0800 - 0930 Discuss Brainstorming Input and Develop
Key Actions, Measurements, and Barriers

Facilitator and Small
Groups

0930 - 1015 Interim Report-out of Key Actions Large Group
1015 - 1030 BREAK
1030 - 1130 Develop Key Actions, Measurements, and

Barriers (continued)
Facilitator and Small
Groups

1130 - 1230 LUNCH
1230 - 1315 Final Report-out of Key Actions Large Group
1315 - 1330 BREAK
1330 - 1500 Develop Supporting Tasks, Measures of

Success, Responsible Individual(s),
Completion Dates, and Estimated Costs for
Each Key Action

Small Groups

1500 - 1515 BREAK
1515 - 1600 Interim Report-out on Tasks Large Group

** Typing support is needed throughout the day.  It may also be required after the participants
leave for the day.

Thursday, Day 4

0800 - 0930 Develop Supporting Tasks for Each Key
Action (continued)

Small Groups

0930 - 1015 Interim Report-out of Tasks Large Group
1015 - 1030 BREAK
1030 - 1200 Develop Supporting Tasks for Each Key

Action (continued)
Small Groups

1200 - 1300 LUNCH
1300 - 1445 Finalize Development of Supporting Tasks

for Each Key Action
Small Groups

1445 - 1500 BREAK
1500 - 1600 Develop Briefing to Summarize Key Result

Areas, Key Actions, and Tasks
Facilitator and Small
Groups

** Typing support is needed throughout the day.  It may also be required after the participants
leave for the day.

Friday, Day 5

0800 -1100 Report-out KRAs, Key Actions, and Tasks -
-Gain Group Agreement

Large Group

1100 - 1130 Revise Briefing In Accordance With Large
Group Input
Select Installation Briefer
Close Workshop

Facilitator

1130 - 1230 LUNCH
1230 - 1400 Prepare Briefers Facilitator, Project

Coordinator, and
Briefers

1400 - 1600 Compile First Draft Of The Action Plan Facilitator and Project
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Coordinator

** Typing support is needed throughout the day.  It may also be required after the participants
leave for the day.
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CCHAPTER HAPTER 44

DDAY AY 11

Action Planning Workshop AgendaAction Planning Workshop Agenda

0800 - 0930 Brief Planning Group on Recreation
Delivery System

DPCA, Project
Coordinator, &
Facilitator

0930 - 1000 Questions & Answers Project Coordinator &
Facilitator

1000 - 1030 BREAK

1030 - 1130 Introduction to Planning

Roles and Introductions

Mission and Outcomes

Facilitator

1130 - 1230 LUNCH

1230 - 1430 Administer Recreation Planning
Questionnaire

Large Group

1430 - 1630 Teambuilding Exercise Large Group

**Typing support is required to integrate results of Recreation Planning Questionnaire.  It may be
required after the participants leave for the day.

BBRIEF RIEF PPLANNING LANNING GGROUPROUP
ON ON RRECREATIONECREATION
DDELIVERY ELIVERY SSYSTEMYSTEM

Time Allotted:
1 hour 30 minutes

Materials Required:
Introductory Briefing

Brief the planning group on the Recreation Delivery System.  The
briefing should contain the following topics:

• History and background of the RDS
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• Imperatives for change
• Leisure Needs Survey data for your installation
• Sample Survey of Military Personnel (SSMP) data for your

installation
• Anticipated transition to the RDS (including strategies to make

change)
• Key Result Areas of the RDS
• Anticipated outcomes of the RDS
• Pilot test results

If necessary, emphasize that the RDS is NOT:

• A program designed as a simple “cookbook ” for every
installation.

• Designed to increase or decrease manpower requirements.
• Designed to reduce the cost of the program.

The RDS is designed to take advantage of installation strengths and opportunities, and to
overcome weaknesses and threats.  It is
also designed to capitalize on efficiencies.

One example of capitalizing on efficiencies is the single
community activities center (CAC) concept.  CACs are multi-use
facilities that consolidate community MWR services and programs
from several activities that are traditionally operated separately
into one building.  The consolidations conserve resources while
offering diverse contemporary services to the community.  A CAC
can be an existing building (e.g., a club) within which varied
activities or programs can be housed.  The CAC should be located
conveniently for its customers.  Ideally it would have expansion
potential.

QQUESTION AND UESTION AND AANSWERNSWER
SSESSIONESSION

Time Allotted:
30 minutes

Materials Required:

 
Allow approximately 30 minutes for a question/answer session.

Time Allotted:
30 minutes BBREAKREAK
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IINTRODUCTION TONTRODUCTION TO
PPLANNINGLANNING

Time Allotted:
1 hour

Materials Required:
RDS-APWs (one copy per
participant)
Agenda (one copy per participant)

RROLES AND OLES AND IINTRODUCTIONSNTRODUCTIONS

Introduce special guests and key players in attendance.  Distribute
agendas and RDS Action Planning Workbooks (RDS-APW)
(Appendix A) to participants.  Draw attention to the agenda for the
remainder of the week. Display the highlights on an overhead
projector.  Discuss the importance of working together as a team
for the good of Recreation.  Refer participants to page 1 of the
Workbook. Discuss the “Tools for Planning ”.

GGROUND ROUND RRULESULES

Discuss the ground rules of the Installation Action Planning
meeting process.  (These ground rules are also presented on page 1
of the Action Planning Workbook.) These rules apply to both
participants and facilitators.  It is essential that they be followed to
ensure the transition to the RDS occurs.

• No hidden agendas - the managers of the recreation programs
are the participants and should be the ones developing the plan.

• Managers are the subject matter experts; trust the process to
develop a plan.

• Complete consensus (100%) is not required, a majority is
sufficient (80% rule).

• Everyone owns the results.
• Decisions are made for the good of Recreation, NOT individual

activities.
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• Concepts of the RDS must be encompassed in the planning.

In addition, it is important to recognize the concerns of the staff
when they learn about the potential for change. Types of concerns
may include:

• Job security.
• Programming concerns (e.g., doubts about selling unit

programming to commanders).
• An increase in responsibilities without an obvious increase in

resources.
• The perception that the current services and programs are not

broken, why “fix ” them?
• A general resistance to change.

Emphasize the fact that changes are coming.  This process gives
the managers an opportunity to make decisions on changes, rather
than having somebody else dictate changes.  By making changes
and becoming more efficient this process may help expand the
program.

MMISSION AND ISSION AND OOUTCOMESUTCOMES

Emphasize the support and commitment of installation command
to make the changes. Emphasize the importance of developing a
plan that is specific, has substance, and leads Recreation toward
the goals defined for the RDS.

Refer participants to page 2 of the Workbook.  Discuss the
expected outcomes of the RDS:

• Develop an understanding of the Army ’s vision for the RDS.
 
• Within the context of the Army ’s vision,  develop and

implement an action plan that tailors the RDS for your
installation.

Develop the installation Recreation Planning Team’s:

• Understanding of and commitment to the RDS.
• Role as the experts on “how to ” implement the RDS.
• Support for the implementation of the Action Plan.

Ultimately the desired outcome is a recreation program that:
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• Shows increased customer use of programs and services.
• May require fewer facilities and infrastructure.
• Is integrated with the remainder of MWR, the installation and

the community.
• Encompasses unit programming.
• Delivers programs in the “best location. ”
• Uses a variety of delivery systems

Time Allotted:
1 hour LLUNCHUNCH

AADMINISTER DMINISTER RRECREATIONECREATION
PPLANNINGLANNING
QQUESTIONNAIREUESTIONNAIRE

Time Allotted:
2 hours

Materials Required:
Recreation Planning Questionnaire
(one copy per participant)

 
Have participants complete the questionnaire individually.  (If
language difficulties exist, it may be necessary to assign
participants to pairs or small groups.)  Emphasize the importance
of participants being open-minded for the good of Recreation, and
considering more than just their own programs.  (NOTE:  A copy
of the Recreation Planning Questionnaire and a list of frequently
asked questions (about the questions) are included as Appendix B.
Key terms are defined in Appendix C.)

TTEAM EAM BBUILDING UILDING EEXERCISEXERCISE
Time Allotted:
2 hours

Materials Required:
Overhead projector

The purpose of this section is to provide:

• Instruction on basic principles of group dynamics and the
processes of developing team process skills.

• Guidelines for developing a high performance team.
• A description of specific team roles and dynamics of team

interactions.
• The opportunity to practice team roles.

IINTRODUCTION TO NTRODUCTION TO TTEAM EAM BBUILDINGUILDING
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The primary goal of this section is to provide participants with
some understanding of why high-performance teams are needed,
how they develop, and some strategies for their creation.

The concepts learned in this section will be applicable to meeting
the immediate goals of planning the RDS, and then for establishing
teams to achieve specific goals during implementation.

Teams have always played a part in organizations, but in recent
years many organizations have begun to make teams a more
central part of business operations.  There are many types of teams,
but they all share one important characteristic:  The purpose is to
bring a variety of talents together to attain a specific goal.  The
challenge for any team is to create an environment that will enable
each individual to contribute and to build these contributions into a
cohesive product.  Success is partly dependent upon the ability to
recognize and integrate a variety of skills from a diverse set of
individuals.  Failure will almost certainly follow efforts that ignore
different input or try to force conformity.

As with any other type of organizational structure, teams function
most effectively when all individuals understand their roles.  When
team members have a clear understanding of their roles and
responsibilities, they are in a better position to add value to the
process.

There are three characteristics of highly effective organizations
that are strong competitors in the marketplace.

Highly
Effective

Organization

Continuous
Process

Improvement
High

Performance
Teams

Focus
on

Customers

1. Continuous process improvement.  One component of success
is to continually seek to improve the way business is done, to
be more responsive to the external and internal demands.  The
RDS is one such example.
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2. High-performance teams.  These form the nucleus of any

effective organization and include management teams, project
teams, and planning committees.  Teams are generally
established for a short duration and are tasked with
accomplishing specific goals.

 
3. Focus on the customer.  Be able to identify your customers.

(Who are the customers of Recreation? The soldiers, the
public, the commander?).

HHIGH IGH PPERFORMANCE ERFORMANCE TTEAM EAM SSUCCESS UCCESS DDEFINITIONEFINITION

In most goal-directed team activities, specific roles and
responsibilities should be performed by members of the team.  The
performance of each role increases the likelihood that team goals
will be successfully accomplished.  In this case, "success" has two
components:

1. The completion of goal-related objectives within specified
parameters.

 
2. Improved interpersonal relations stemming from equitable

participation by all team members.

There is a closed-loop relationship between these two points.
High-performance teams operate with improved interpersonal
relationships and processes which help them meet objectives
within specified parameters (e.g., time, money, quality).  When
these objectives are successfully met, the team becomes even
stronger and more effective.

TTEAM EAM RROLES AND OLES AND RRESPONSIBILITIESESPONSIBILITIES

The various roles and responsibilities are summarized below.
Thoughtful application of these roles to your team activities will be
challenging at first.  However, as with all skills, practice leads to
smooth, professional performance.

In discussing each role and associated responsibilities, emphasize
the importance of listening and cooperation.

TTEAM EAM LLEADEREADER
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• To ELICIT and GUIDE balanced participation by all members

of the team.
 
• To FOSTER a non-threatening team atmosphere which can

lead to consensus when agreement on a product or product
component is required.

 
• To ENCOURAGE and MAINTAIN focused, on-task behavior

and wise use of team resources (human and material).

TTIMEKEEPERIMEKEEPER

• To MONITOR the time elapsed in each phase of the team
process and to enforce the timely conclusion of each activity.
(Note: The timekeeper can interrupt the team leader or any
other member to insist that the team move on to the next
activity.)

  RRECORDERECORDER
 
• To CAPTURE the most significant ideas on paper.
 
• To REQUEST clarification and elaboration of ideas to ensure

that an ACCURATE record is being maintained.

TTEAM EAM CCOORDINATOROORDINATOR

• To COMMUNICATE the status of the team's progress to other
teams and to coordinate information between subteams within
the larger team.

 
• To ENSURE that the productive, ON-TASK BEHAVIOR of

the teammates is not unduly interrupted by requests for
information or material from other teams or subteams.
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• To SERVE as the sole external INTERFACE with other teams

or individuals.

RREPORTER AND EPORTER AND BBRIEFERRIEFER

• To SYNTHESIZE the INFORMATION gathered by the
recorder into a concise report for the entire group.  The report
includes a review of task content and team process
characteristics.

TTHE HE FFIVE IVE PPROCESSES OF ROCESSES OF TTEAM EAM DDEVELOPMENTEVELOPMENT

Understanding aspects of how teams function is an important part
of effective teamwork.  The team process includes the following
phases:

FORMING STORMING NORMING PERFORMING INFORMING

• Forming.  Early in the process, teams spend considerable time
clarifying objectives, deciding on structures, and building
teams.  This phase is most effective when team members show
commitment, caring, and constructive behaviors.

 
• Storming.  It is not unusual for teams to encounter problems

following an initial "honeymoon" period.  When the first
hurdles are reached, the team will often experience difficulties.
This period can be characterized as one of collapse and
confusion.

 
• Norming.  One of the important processes to overcoming this

confusion is to restore order. To put the team back on to the
right track, it must clarify roles and rules.

 
• Performing.  Once back on track the team begins working

together.  At this point the team begins to create its product and
meet its objectives.

 
• Informing.  When the objectives are met, the team must be

prepared to communicate the results of their work.
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TTEAM EAM IINFORMATION NFORMATION PPROCESSING ROCESSING SSTRATEGIESTRATEGIES

To allow each participant to provide valuable input into the
creation of the team's product, we must recognize the presence of
at least three basic information processing strategies at play in
every team.  For purposes of this document, we can refer to the
three styles as:

1. Convergent and Analytical
2. Divergent and Creative
3. Integrated
 
The convergent analytical strategy is characterized by the general
tendency to tackle an objective using a sequential, logical, "fact-
finding" approach with the goal of finding one "correct" or best
solution or product.

The divergent creative strategy is characterized by the general
tendency to reach an objective using an open-ended, less
judgmental approach with the goal of creating several possible
solutions or products.

The integrated information processing strategy involves a blending
of the other two strategies.

Some members of most teams will display a preference for one of
these approaches.  Other participants will display a tendency to
mix the approaches (i.e., switch back and forth).

Each of the information processing strategies has value in team
processes which involve the production of a document or other
product.  However, many American bureaucracies have fostered
the convergent analytical strategy to the detriment of constructive
group processes.

As a result, team members who have other perspectives to offer may be actively
or passively excluded from full, productive participation.  Each team must be
sensitive to the dominant information processing strategy used by the team.  An
organized tradeoff between approaches usually leads to optimal participation by
every member and to a higher quality product.
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TTEAM EAM EEXERCISEXERCISE

Now that the individuals have a general understanding of team
structure and dynamics, it is important that they have an
opportunity to practice some of these concepts.  The following
exercise provides that opportunity.

SSTEP TEP 1:  D1:  DIVIDE IVIDE GGROUP ROUP IINTO NTO TTEAMS EAMS OOF F 55

SSTEP TEP 2:  R2:  RANDOMLY ANDOMLY AASSIGN SSIGN RROLESOLES

Team roles are often determined by things such as seniority and
not necessarily on ability or interest.  In an ideal situation each
team member would have the opportunity to practice each of the
roles.  If this is not practical, assign roles randomly.   An easy way
to do this is to provide each team with a set of cards containing the
five roles;  place the cards face down on the table and have each
team member select a card.

SSTEP TEP 3:  P3:  PROVIDE ROVIDE EEXAMPLE XAMPLE PPROBLEMROBLEM

To get some practice in performing as a team, provide each team
with the following problem.

Example Scenario: A new professional sports franchise is moving
to your town.  Your team has been assigned the responsibility of
naming the new team.  You will have a total of 20 minutes to
generate ideas and select your candidate for a team name.   You
will be expected to brief the overall group on your decision and
provide some justification for why your name should be selected
(e.g., local historical significance).

If additional practice is desired, other problems can be generated
around a similar theme (e.g., car design team selecting a new
vehicle name).

If the room is large enough, teams can go to different parts of the
room.  If breakout rooms are available, have each team go to an
appointed room.  Allow the teams 20 minutes to complete their
task.  During the task spend a little time with each group to get a
feel for how things are going.
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SSTEP TEP 4:  R4:  REMIND EMIND TTEAM EAM OOF F RROLES OLES AAND ND RRESPONSIBILITIESESPONSIBILITIES

Before the teams begin their task, remind the individuals of their
specific responsibilities.

The team leader is responsible for overall team performance and
keeping the process on track.  The teams should divide the session
into the following activities: generate names and justification,
evaluate names and make selection, develop briefing for group.
Making the selection will require the determination of a consensus
rule.  At one extreme is unanimity, everyone agrees with the
outcome.  A simple majority is at the other extreme where more
than half the team members must concur.  Depending upon the
group composition and goals, any number of  consensus rules can
be established between these two points (e.g., 80%).

The timekeeper should allocate sufficient time to accomplish the
different tasks and make sure the team conforms to those time
limits.  One example is to spend 10 minutes generating names, five
minutes evaluating and deciding, and five minutes preparing the
briefing.

The recorder should keep track of the information that is
generated during the discussions and be prepared to clarify issues
regarding past events.  At the conclusion of the generation period,
the recorder will present the information to the group for
evaluation and decision making.

The team coordinator is responsible for interfacing with other
groups and collecting additional information as the need arises.  In
this way, the team can continue to function while new input is
sought. It is important that the work of the team does not stop
simply because additional information is required.

The reporter is responsible for presenting the briefing.  Depending
upon the size of the task and the need for specific expertise, the
reporter may task other team members to participate.
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SSTEP TEP 5:  R5:  RECONVENE ECONVENE TTEAMS EAMS AAND ND PPROVIDE ROVIDE FFEEDBACKEEDBACK

Have the teams briefly present their findings.  Following the
briefings, ask each team for any feedback on the process.  Provide
any feedback you have based on your observations.  Remind teams
that these were short sessions and many of the aspects of team
dynamics may not have occurred.

CCONSOLIDATEONSOLIDATE
RRESPONSESESPONSES

Time Allotted:
2 hours

Materials Required:
Recreation Planning

Questionnaire responses
Typing support
Photocopying capability

During the teambuilding session typing support is required to
consolidate responses to the Recreation Planning Questionnaire.

The goal in consolidating the responses is to organize them so all
responses to each question are together, while not including
redundant information. Use the following procedure.  Type in
Person 1 ’s response to the first question, then Person 2 ’s response
to that question, and so on for all respondents.  If an individual
gives a response that is identical or very close in meaning to one
already recorded, it is not necessary to include that response.  Use
the same procedure for each of the remaining questions, except for
Questions 9 and 11.  For these items, please list all responses that
were rated #1, then all those rated #2, followed by those rated #3.
The final consolidation will be a list of responses for each
question.
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CCHAPTER HAPTER 55

DDAY AY 22

Action Planning Workshop AgendaAction Planning Workshop Agenda

0800 -0900 Review Planning Questionnaire Results Facilitator and Large
Group

0900 - 0930 BREAK

0930 - 1130 Develop Recreation SWOT Analysis Large Group

1130 - 1230 LUNCH

1230 - 1400 Introduce Action Planning Model

• Develop Planning Assumptions

• Review and Discuss Key Result Areas
(KRAs)

Facilitator and Large
Group

1400 - 1430 BREAK

1430 - 1600 Brainstorm Opportunities to Adapt KRAs to
the Installation

Facilitator and Small
Groups

**Typing support is required to integrate results of Brainstorm Opportunities to Adapt KRAs to
the Installation.  It may also be required after the participants leave for the day.

RREVIEW EVIEW PPLANNINGLANNING
QQUESTIONNAIRE UESTIONNAIRE RRESULTSESULTS

Time Allotted:
1 hour

Materials Required:
Planning Questionnaire results
(one copy per participant)

Review the results of the questionnaire.  This will help participants
think about recreation as a whole, and break down individual
territorial concerns.  Encourage them to think about what might be
done, not necessarily what will be done.  As the results of each
question are reviewed, ask participants:
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1. Do you have any questions about the responses?
2. Are there any responses that need clarification?
3. Are there any responses you want to discuss?
4. Are there any responses you want to delete or combine?

The information obtained from the planning questionnaire is
strictly for internal use.  It is simply a place to start in the planning
process;  it will not be included in the final plan.  This information
should be used as a reference document throughout the process.

NOTE:  The focus on recreation programming has been to make
all programs profitable (this is encouraged at the commander
level). Though the new program will save money and resources,
this is a long-term goal.

Time Allotted:
30 minutes BBREAKREAK

DDEVELOP EVELOP RRECREATIONECREATION
SWOT ASWOT ANALYSISNALYSIS

Time Allotted:
2 hours

Materials Required:
RDS-APWs
Overhead projector
Markers

An analysis of the present organizational
strengths, weaknesses, opportunities, and threats
(SWOTs) provides an internal assessment of the
organization as it exists today.  This analysis
provides a starting point in determining the gap
between the organization ’s present capabilities
and those desired in the Recreation Delivery
System.  The strategies (Key Actions) and tasks
that are developed allow that gap to be closed, and thus shape the
future to obtain the Key Result Areas (KRAs) of the Recreation
Delivery System.

DDISCUSS HOW ISCUSS HOW SWOTSWOTS S RRELATE TO THE ELATE TO THE PPLANNINGLANNING
PPROCESSROCESS

Refer participants to page 3 of their Workbook for key definitions.

Page 4 of the Workbook explains the SWOT analysis.
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Emphasize that strengths and weaknesses are internal to MWR;
opportunities and threats are external to MWR.  Participants should
think in terms of taking advantage of strengths and opportunities to
“fix ” weaknesses and threats.

BBREAK THE REAK THE LLARGE ARGE GGROUP INTO ROUP INTO FFOUR OUR SSMALL MALL GGROUPSROUPS

Break the large group into four small groups.  Randomly assign
each group to work on one of the following:  strengths,
weaknesses, opportunities, threats.

HHAVE AVE SSMALL MALL GGROUPS ROUPS IIDENTIFY DENTIFY SWOTSWOTSS

Allow participants approximately 15 minutes to brainstorm about
their assigned issues (e.g., strengths).

BBRING THE RING THE LLARGE ARGE GGROUP ROUP TTOGETHER TO OGETHER TO DDISCUSSISCUSS
RRESULTSESULTS

Combine or condense results to reduce redundancy.  In addition, if
comments do not help or hinder the planning process, delete them.
If nothing can be done about the issue in question, it should be
deleted.

Stress that the identified SWOTs are perceptions.  Discuss whether
they are real and whether anything can be done about them.

Clarify the meaning of SWOTs, as combined.  If consensus (i.e.,
using the 80% Rule) is not reached about the meaningfulness of
any SWOTs, delete them.

NOTE:  Identification of certain SWOTs, and the discussion
surrounding them, will help you determine how likely participants
are to accept the key tenets of the Recreation Delivery System, that
is, how likely they will be to accept change.  (For example, if the
fact that they “must program ” is considered a threat, one might
assume that participants are not in favor of changes that require
more programming.)

Time Allotted:
1 hour LLUNCHUNCH
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IINTRODUCE NTRODUCE AACTIONCTION
PPLANNING LANNING PPROCESSROCESS

Time Allotted:
1 hour 30 minutes

Materials Required:
RDS-APWs
Projector
Vugraphs
Flip charts
Markers

DDEVELOP EVELOP PPLANNING LANNING AASSUMPTIONS SSUMPTIONS WWITH ITH AACTIVITYCTIVITY
MMANAGERSANAGERS..

Explain the importance of planning assumptions.  Refer
participants to page 5 of their Workbooks.  Based on the external
environmental assessment and the SWOT analysis, what are the
planning assumptions that can be used to implement the Recreation
Delivery System at this installation?

Planning assumptions should:

• Define the conditions that are required to implement the
Installation Action Plan as it is written.

• Directly impact the planning process.
• Include measures that can be tracked over time.
• Reference change (or lack thereof) (e.g., resources, processes).

Over time the validity of these initial assumptions will have to be
reviewed and, should they change, changes to the resulting plan
may be required.

(Refer participants to pages 6 and 7 of their Workbooks.)
Examples of planning assumptions include:
 
• APF funding for MWR will continue to decline.
• Consolidation of support functions will save dollars.
• There will be increased competition from outside

markets.
 
The planning assumptions will go directly into the Installation
Action Plan.

Ensure that participants do not confuse criteria of the Recreation
Delivery System with planning assumptions.  Criteria of RDS
should not be included as planning assumptions.
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WWRITE RITE PPLANNING LANNING AASSUMPTIONSSSUMPTIONS

As a large group, brainstorm a list of 10-12 planning assumptions.

During the brainstorming session, consider:

• Is it so important that it should be included as an assumption?
• Is it part of the plan (i.e., a potential task in the plan or a goal

of the plan) or an assumption?
• What is unique about the installation that could have an impact

on the delivery of Recreation (e.g., the type of community in
which the installation is located)?

• What are the constraints within which the plan is being
created?

Work in the large group for approximately 30 minutes to
brainstorm a list of 10-12 planning assumptions.

DDISCUSS THE ISCUSS THE AASSUMPTIONS AS A SSUMPTIONS AS A GGROUPROUP

Consider:

• What are the given constraints that you have to deal
with in this process?

• What do you have to have to make the plan work?
• Does the assumption have to do with the planning

process?
• Do you (as a participant) agree with the assumption?
• Is it so important that it should be included as an assumption?
• Is it part of the plan (i.e., a potential task in the plan) or an assumption?
• What is unique about your installation?

⇒ What is it about that uniqueness that you need to look at in your
planning?

Clarify, revise, and edit assumptions, as necessary.  Gain
consensus on the assumptions.  Look for at least 80% agreement to
include the item as an assumption to the plan.

RREVIEW AND EVIEW AND DDISCUSS ISCUSS KKEY EY RRESULT ESULT AAREAS REAS (KRA(KRASS).).
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KRAs were identified during development of the Recreation
Delivery System as pivotal to the successful implementation of the
program.  Most of these KRAs were viewed by the designers of the
program as more efficient and effective methods of recreation
program delivery without any degradation of ability to meet
customers ’ expectations.  Additional KRAs are targeted at better
meeting customer needs and ensuring that support systems enhance
the ability to deliver the desired services or activities. Promotion of
these eight basic KRAs will cause the installation to consider all of
the basic tenets of operations today and reengineer for the desired
outcomes.  (Refer participants to pages 8 and 9 of their
Workbooks.)

The eight core KRAs provide a framework for developing specific
actions for the installation to develop more efficient and effective
methods for program delivery. They are presented in the table
below.
KRA #KRA # KRAKRA CCONTENTONTENT

1 Increased
customer-driven
programming

• Alternative to drop-in programming
• Focus is based on customer input

2 More effective use
of facilities

• Maximum use of available space
• Services consolidated for efficiency
• Reduce infrastructure costs

3 Non-facility based
programming

Programs will be conducted in a variety of
facilities to include non-traditional facilities
such as housing areas, single soldier barracks,
and other non-recreation owned facilities.  Key
concepts include:
• Delivery of programs where the customers

are located
• Joint program delivery among MWR,

installation, and local community (e.g., teen
programming in partnership with the local
school system)

• Development of interface with units
4 Integrated

programming
This requires sensitivity to the difference
between competing with other MWR activities
and expanding into new activities.  It requires
expanding the focus of managers and staff
beyond program ownership to value cooperation
and teamwork.
• Cooperative efforts with state, city, county,

and other recreational programs
• Cooperative efforts with other MWR

programs
• Method to expand menu of services to

authorized patrons
• Method to provide services for small market

segments
5 Active pursuit of

outsourcing
• More efficient and effective use of

resources
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7

KRA #KRA # KRAKRA CCONTENTONTENT
opportunities • Increase Recreation opportunities on and off

post
• Ability to program for small market

segments
6 Development of

internal
promotional
strategies

• Centralized registration
• Use of RecTrac!
• Internal selling

7 Improved support
services

• Support reengineering to meet RDS
requirements

• Identification of policies and procedures
that hinder efficient operation

8 Establishment of
program and
operations teams3

• Leadership in planning the RDS
• Establish positions for RDS programming
• Representatives from different disciplines
(For more details on the teams refer to page 7.)

                                                       
3 This KRA was added after the pilot test.  The establishment of the program and operations teams facilitates
processes required to implement the Recreation Delivery System.

Time Allotted:
30 minutes BBREAKREAK

BBRAINSTORMRAINSTORM
OOPPORTUNITIES TOPPORTUNITIES TO
AADAPT DAPT KRAKRAS TO THES TO THE
IINSTALLATIONNSTALLATION

Time Allotted:
1 hour 30 minutes

Materials Required:
RDS-APWs

Emphasize the need for individuals to consider the benefit of
improving the KRAs for all of Recreation, not just their activity.
The focus should be the whole Recreation Delivery System.
Participants should review the work they have done up to this point
while determining what they need to implement the KRAs.

Have individuals brainstorm ways to improve KRA
performance  for example, to improve customer-driven
programming, consider customer comment cards and survey
data.  The ideas should be as specific as possible (e.g., identify
six new programs each year that can be adapted to specific
market interests, such as retired, single, or family, rather than
develop new programs based on customer interest).  The large
group will be divided into three small groups after this exercise.
Each small group will be assigned 2-3 KRAs to work.  The results
of the brainstorming will be given to the groups to work with as a
starting point for them to develop Key Actions and tasks.  At that
time the small groups will select the “best ” ideas (i.e., the ones
they want to test) for each KRA.  The group might identify issues
that should be raised to the level of a KRA.
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8

RREVIEW THE EVIEW THE IIDEAS IN THE DEAS IN THE LLARGE ARGE GGROUPROUP

You may get 30-40 ideas that apply to each KRA.  Have
participants review the ideas individually for general
understanding.  Discuss ideas that need clarification.  Answer
questions that come up.  Sort out the issues that are outside MWR.
Take them through appropriate channels, if appropriate (e.g., DPW
concerns).
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9

GGAIN AIN CCONSENSUS ONSENSUS ((AT LEAST AT LEAST 80%) 80%) OF OF WWHETHER TO HETHER TO AADDDD
NNEW EW KRAKRASS..

Additional KRAs that may be relevant to programming and
implementation of the Recreation Delivery System at the specific
installation should be considered.  Additional KRAs should
specify issues important to making the Recreation Delivery System
effective at the installation.  If additional KRAs are considered,
discuss whether they should:

• Be added as KRAs.
• Be considered as a Key Action (KA) under another KRA.
• Not be included in the plan at all.

If participants identify potentially new KRAs, gain consensus from
the group as to whether they should be added.
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CCHAPTER HAPTER 77

DDAY AY 44

Action Planning Workshop Agenda

0800 - 0930 Develop Supporting Tasks for Each Key
Action (continued)

Small Groups

0930 - 1015 Interim Report-out of Tasks Large Group

1015 - 1030 BREAK

1030 - 1200 Develop Supporting Tasks for Each Key
Action (continued)

Small Groups

1200 - 1300 LUNCH

1300 - 1445 Finalize Development of Supporting Tasks
for Each Key Action

Small Groups

1445 - 1500 BREAK

1500 - 1600 Develop Briefing to Summarize Key Result
Areas, Key Actions, and Tasks

Facilitator and Small
Groups

** Typing support is needed throughout the day.  It may also be required after the participants
leave for the day.

DDEVELOP EVELOP SSUPPORTINGUPPORTING
TTASKS ASKS (C(CONTINUEDONTINUED))

Time Allotted:
1 hour 30 minutes

Materials Required:
RDS-APWs
Flip charts
Markers
Computers
Printing capability

This is a continuation of activities that were started yesterday.  As
small groups progress, review their work.  The group facilitator
should review tasks for each Key Action to:

• Ensure specification of tasks.
• Delete or revise jargon.
• Clarify issues questioned during briefings.
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• Ensure measures are identified.
⇒ Measures should be worded as being completed.  For example,

“information to share is identified,” rather than “identify
information to share.”

• Ensure deadlines are identified (i.e., benchmarks are established).
⇒ Measurements identified by quarter are defined as being complete

by the end of the identified quarter.
⇒ When tasks are to be performed on a regular basis (e.g., annually),

the deadline should be identified only for the first completion.
NOTE:  Task should indicate this will be a recurring activity.

• Ensure tasks are comprehensive.
⇒ Ensure tasks are identified in logical steps, i.e., key steps are not

omitted.
⇒ Ensure tasks lead to the intended result.
⇒ NOTE:  Tasks should be detailed enough to allow sufficient

checkpoints and milestones to determine whether the task is being
completed as intended.

⇒ When there is overlap across KAs, groups may express concern
about who takes responsibility for delineating tasks.  The facilitator
can either help clarify responsibilities at this point, or note the
information here, and present it to the large group for consensus as
to where the tasks belong.

IINTERIM NTERIM RREPORTEPORT--OUTOUT
TTASKSASKS

Time Allotted:
45 minutes

Materials Required:
Overhead projector
Vugraphs
Markers

Each group will brief their progress on task development since the
last interim report-out.  Report-outs should not exceed 10-15
minutes each.

In this interim report-out revisions based on the feedback obtained
during the last report-out should be presented.  In addition, to the
extent that participants have thought about additional tasks, the
following information should be presented:

• An overview of each task, and what has been discussed related
to it.

• How each task will achieve the Key Action and how it will be
measured.

All participants are allowed to ask questions relevant to progress
that has been made.

Time Allotted:
15 minutes BBREAKREAK
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DDEVELOP EVELOP SSUPPORTINGUPPORTING
TTASKS ASKS (C(CONTINUEDONTINUED))

Time Allotted:
1 hour 30 minutes

Materials Required:
RDS-APWs
Flip charts
Markers
Computers
Printing capability

This is a continuation of work begun earlier in the day.  As small
groups get closer to finishing, review their work.

Time Allotted:
1 hour LLUNCHUNCH

FFINALIZE INALIZE DDEVELOPMENTEVELOPMENT
OF OF SSUPPORTING UPPORTING TTASKSASKS

Time Allotted:
1 hour 45 minutes

Materials Required:

By this time, the group facilitator should have made a final review
of all tasks.  Small groups should make necessary revisions to
finalize their tasks in preparation to brief the results.

Time Allotted:
15 minutes BBREAKREAK

DDEVELOP EVELOP BBRIEFINGRIEFING
Time Allotted:
1 hour

Materials Required:
Overhead projector
Vugraphs
Markers

The facilitator and small groups must work together to ensure that
challenging measures of success have been identified and timelines
are feasible.  At this time the facilitator should look for overlap
across the small groups in terms of the identified Key Actions and
tasks, and make sure the timelines are consistent.
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CCHAPTER HAPTER 88

DDAY AY 55

Action Planning Workshop Agenda

** Typing support is needed throughout the day.  It may also be required after the participants leave
for the day.

0800 -1100 Report-out KRAs, Key Actions, and Tasks -
- Gain Group Agreement

Large Group

1100 - 1130 Revise Briefing in Accordance With Large
Group Input

Select Briefer

Close Workshop

Facilitator

1130 - 1230 Lunch

1230 - 1400 Prepare Briefers Facilitator, Project
Coordinator, Briefers

1400 - 1600 Compile First Draft of the Action Plan Facilitator and Project
Coordinator

RREPORTEPORT--OUT OUT KRAKRASS, K, KEYEY
AACTIONSCTIONS, , AND AND TTASKSASKS

Time Allotted:
3 hours

Materials Required:
Overhead projector
Vugraphs

Provide a copy of the briefing to each participant.  (NOTE:  These
briefing slides are a draft of the list of KRAs, Key Actions, and
tasks that will go into the installation action plan.)

Instruct briefers to summarize the discussion and thought processes
behind key points.

When there is a KA that other KAs build on, make sure it is
thoroughly explained and understood.

Tie related concepts together (e.g., in ADP discussions, if all are
related to RecTrac explain the connection).
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Allow the group to ask questions.  Most questions will be related
to:
• Clarity of tasks:
 

⇒ What do the tasks really mean?
⇒ How do the tasks differ from one another?
⇒ Should tasks be added?
⇒ How do KAs relate to each other?
⇒ Is there some history as to why you are not doing an activity now

(e.g., because of a previous conflict with another organization to
create a community calendar)?

⇒ Define limits of the tasks (e.g., to be performed within MWR).
⇒ Appropriateness of tasks.
⇒ Overlap across KAs.
 

• Measurement feasibility and clarification:
 

⇒ What are you really measuring?
⇒ Is there a better way to measure success?
⇒ Does the measurement match the task?
 

• Appropriateness of who will perform the task.
 

⇒ Exactly who will perform the task?
⇒ Are staff members being overcommitted?
 

• Completion dates:
 

⇒ Is the targeted goal appropriate?
 

• Cost realism.

The briefer and facilitator should attempt to address all questions.

NOTE: This briefing will be comparable to what the commanders
receive; however, there will be only 1-2 briefers at that time.

RREVISE EVISE BBRIEFING INRIEFING IN
AACCORDANCE WITHCCORDANCE WITH
LLARGE ARGE GGROUP ROUP IINPUTNPUT

Time Allotted:
15 minutes

Materials Required:
Computers
Printing capability
Typing support

If there is at least 80% consensus from the large group, revise the
briefing prior to closing the workshop.

 

SSELECT ELECT BBRIEFERRIEFER((SS) ) ANDAND
Time Allotted:
15 minutes

Materials Required:
RDS-APWs --Evaluation Form
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CCLOSE LOSE WWORKSHOPORKSHOP

Select one or two IAP meeting participants to brief the plan to the
DPCA and installation command.  It is important that participants

.
Although it is not required, it is likely that the most appropriate
candidates to conduct the briefings are those individuals who have
briefed the large group during the week.  Be sensitive to the
importance of selecting briefers who can speak for the group
regardless of whether they agree with the group decisions. If the
briefer has a significant, personal agenda, or objects to the issues
included, the briefing may be “skewed ”.

Invite all participants to attend the DPCA briefing;  inform them of
its time and location.

Commend participants for their efforts in developing the IAP.
Stress the importance of continuing to consider actions that will
benefit Recreation in general, and not just their activities or
programs.

Ask participants to complete the evaluation on page 16 of their
Workbooks.

Close the meeting.

PPREPARE REPARE BBRIEFERSRIEFERS
Time Allotted:
1 hour 30 minutes

Materials Required:
Computer
Printing capability
Draft plan
Vugraphs
Photocopy capability
Final briefing

PPRELIMINARY RELIMINARY PPREPARATIONSREPARATIONS

Decide who wants to brief which KRAs.  Briefers should present
the KRAs with which they feel most comfortable.  In some cases,
it may help the briefers if related topics are assigned to the same
briefer.

Ensure briefers are clear on key concepts.  Clarify operational
issues (e.g., how teams will function, who will be in charge of
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teams).  However, this is a briefing, therefore it should be kept
short.

Reassure briefers that they do not need to answer every question.
Emphasize that if they do not know the answer, they should not
give an answer;  they can ask the group for help, as appropriate, or
ask for a “due out ” and provide an accurate answer later.  In
addition, emphasize “Don ’t give your thoughts -- give the group ’s
thoughts! ”

Encourage briefers to make note cards or write notes on briefing
charts, if desired.  Assign one of the briefers to check spelling and
figures that are included on the overheads.  If they express an
interest in meeting prior to the briefing(s) to practice, schedule a
time to meet with them.

MMATERIAL ATERIAL RREQUIREMENTSEQUIREMENTS

Identify materials required for the briefing.  Put someone in charge
of materials (e.g., making flipcharts or vugraphs, ensuring an
overhead projector is available, and bringing the materials to the
briefing).  Prior to the presentation check the equipment and
overhead alignment so that adjustments can be made if needed.

PPREPARING FOR THE REPARING FOR THE DPCA BDPCA BRIEFINGRIEFING

Overview the briefing process, including the information that will
be presented to the DPCA.  (Ensure sufficient copies of the
briefing are prepared if they are to be used as handouts.)  Tell the
briefers where the briefing will occur;  provide them with
directions, if necessary.  Review the expected physical layout of
the room, including seating arrangements and the location of the
projector and screen (if appropriate).

Preview slides for DPCA briefing;  discuss the physical layout of
the slides.  Note whether each Key Action is presented on a
separate page.  If possible, include a paper copy of each slide
between vugraphs.  This prevents static buildup in vugraphs and
provides a backup copy of the briefing.

(NOTE:  In the event that questions are raised regarding the
installation command briefing, it is helpful to preview slides for
that briefing with the briefers.  These slides should conform to the
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commander ’s briefing preference, such as desk top, flipcharts, or
vugraphs.  Highlight the difference in the level of detail and time
allotted for the two briefings.)

Review the draft of the plan with the briefers.  This will help keep
them informed, and may facilitate answering questions during the
briefing process.

Discuss questions, concerns, or anticipated questions and issues
likely to be raised by audience.  Practice responding to questions
(e.g., knowledgeably, professionally, confidently, or redirecting
questions).

PPREPARING FOR REPARING FOR IINSTALLATION NSTALLATION CCOMMAND OMMAND BBRIEFINGRIEFING

Note that if DPCA had concerns, the Installation Action Plan will
be revised.  This may have an impact on early drafts of the
Installation Command briefing.  In addition, if due-outs were
proposed by the DPCA, they should be included in this briefing.

General preparation for the Installation Command briefing will be
similar to the preparation for the DPCA briefing:

• Ensure briefers know when and where the briefing will occur.
• Preview slides for presentation, spelling, correct figures.
• Discuss questions, concerns, or anticipated questions or issues

to be raised by audience.
• Practice handling questions.

Note that this briefing does not include the same level of detail as
the DPCA briefing included.

CCOMPILE OMPILE FFIRST IRST DDRAFT OFRAFT OF
THE THE AACTION CTION PPLANLAN

Time Allotted:
2 hours

Materials Required:
Computer
Printing capability
Photocopy capability

A prototype Installation Action Plan (IAP) is presented in
Appendix D.  This prototype can be used in developing the IAP for
your installation.  Customize the plan to your installation, by
inserting:

• The name of the installation, as appropriate.
• Dates during which the IAP meeting was held.
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• Participants in the IAP process.
• Basic assumptions of the plan.
• A brief description of the unique characteristics of your

programming and facilities teams.
• A brief description of the reporting requirements for your

DPCA chain of command.
• Minimum standards for success, i.e., an overview of the main

themes outlined in the plan, based on the KRAs and tasks
associated with them.

• Key Actions, measurements, and barriers.
• Tasks, measurements, responsible individual(s), completion

dates, and estimated costs.
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FFOLLOWOLLOW--UPUP

CCONDUCT BRIEFINGONDUCT BRIEFING((SS))

The DPCA briefing itself will be prepared by the end of the IAP
meeting.  Make minor revisions, as required.  (For your
convenience, general guidelines for making presentations are listed
in Appendix E.)  Based on the outcome of the DPCA briefing,
revise the briefing to an appropriate format to use with the
Installation Command.

DPCA BDPCA BRIEFINGRIEFING

Depending on the wishes of the DPCA, this briefing may be 90
minutes to two hours in length.  Briefers should expect to brief the
plan in detail, including highlighting key tasks throughout the plan.

LLOGISTICSOGISTICS
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Briefers should not read tasks -- they are written on the page.  If
they feel a need to read anything, they should read the Key
Actions.  If desired, one briefer may flip slides for the other
briefer;  however, briefers should take care to not cross in front of
screen.  When ready for the next slide, the briefer should say “next

PPURPOSEURPOSE

The DPCA will essentially receive an outbrief of the Installation
Action Plan.  The plan identifies Key Actions, defines measures of
success, and assigns responsibility for performing the Key Actions.
In addition, estimated costs will be presented.  (Explain cost
breakouts.)  The plan may not be perfect, but it received at least
80% approval of IAP group participants.  Briefers were selected by
the group to brief and obtain approval for the plan (i.e., this is a
decision brief).  It should be emphasized that the information
presented here is just a “best guess ” based on knowledge available
to the group and it is open to discussion.

DDISCUSSION ISCUSSION PPOINTSOINTS

The main body of the briefing will include a number of discussion
points.  In the introduction to each Key Result Area (KRA),
briefers should define what the KRA means and how it is different
from the others.  In addition, briefers should explain the thought
processes the group experienced in developing the actions and
tasks as they are presented in the plan.  Other issues to discuss
include:

• How will the action or task be carried
out?

• What is the result of the action/task?
• How will it benefit the command?
• How will it benefit the community?
• How will it benefit the customer?
• Do you anticipate any changes in the

environment that will have an impact
on the task?

CCLOSING THE LOSING THE BBRIEFINGRIEFING
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Indicate that the briefing is finished, and invite questions, if
appropriate.  Remind the DPCA that this is a decision brief, and
ask for approval to either brief the plan up the chain of command
or implement it.

PPOTENTIAL OTENTIAL QQUESTIONSUESTIONS
 
• Are you looking for my approval?
• Explain how the program and facilities teams will operate.

⇒ Who will be in charge of them?
⇒ How many people on each team?
⇒ How will membership be determined?
⇒ Will each facility have a member on the facilities team?
⇒ How will the teams interact?

• Can you realistically meet the timeline defined in the plan?
⇒ Are the dates synchronized across tasks?
⇒ If they are not (because you were waiting for approval

on concepts before “fine tuning ” dates), identify key
dates for higher level command approval.

• Have you given any thought to budget requirements to
implement the plan?

⇒ Ensure the budget requirements are synchronized with
the budget cycle (e.g., potential for decisions regarding
closures of facilities).

• Do you anticipate any problems in implementing the plan?
• Will this require more staff?

The DPCA is likely to make recommendations for briefing the
installation command. Note that the installation command briefing
may require read ahead materials.

IINSTALLATION NSTALLATION CCOMMAND OMMAND BBRIEFINGRIEFING

The Installation Command briefing will be abbreviated in length.
This briefing may last 15 to 30 minutes, depending on the needs of
the command.  The information presented will be at a much more
general level than what was presented to the DPCA.

FFOLLOWOLLOW--UPUP, , AS REQUIREDAS REQUIRED
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The Command will provide feedback if the briefing does not meet
their needs.  Revise the Installation Action Plan, as appropriate.
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RECREATION PLANNING QUESTIONNAIRE

1.  What additional recreational programming5 is required based upon customer survey data?

2.  What additional recreation and leisure programming would you offer if resources were
unconstrained?

3.  How would you actively integrate leisure and recreation programs with other MWR divisions
(e.g., Family, Business)?

4.  What improvement in support (marketing, ADP, administration, etc.) is needed to support
changes in the Recreation program during the test?

5.  What facilities could be combined to create more efficient operations?

6.  What facilities are currently underutilized?  How could they be better utilized?

7.  Is there a facility that might serve as a Community Activity Center (CAC)6 for consolidated
program delivery?

                                                       
5 For the purpose of this exercise, activities are defined as organized programs and services (e.g., Arts and
Crafts is an activity).  Programs are component parts of activities that may be directed or self-directed (e.g.,
cake decorating classes and ping pong tournaments would be considered programs).
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8.  What existing or planned programs would lend themselves to a CAC delivery system?

9.  What are the three most used Recreation activities at your installation?

1. ___________________   2. ____________________   3. ____________________

10.  What are the three most used Recreation programs at your installation?

1. ___________________   2. ____________________   3. ____________________

11. What installation Recreation activity or program could be effectively outsourced (contracted,
done cooperatively, or purchased off-post)?

12. What are the three least used Recreation activities at your installation?

1. _________________   2. _____________________   3. ___________________

                                                                                                                                                                    
6 A Commuity Activity Center, or CAC, is a multiuse facility that consolidates MWR services from several
activities that are traditionally operated separately.
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13. What Recreation programs delivered in the community duplicate those offered on the
installation?

14.  What Recreation program could be delivered via partnership with a local community?

15. What civilian recreation programs are most used by our authorized patrons?

16. What civilian recreation activities are most used by our authorized patrons?

17. What civilian recreation facilities could support our user base?
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FREQUENTLY ASKED QUESTIONS

1. What additional recreational programming is required based upon customer survey data?

Q:  By “customer survey data” do you mean “in-house surveys”?
A:  All data you have available should be included in the response, e.g., Triennial Needs

Assessment, comment cards, one-on-one surveys/interviews.

Q:  What do you mean “required”?
A:  Programming is not always offered based on customer needs.  The focus of this question is on

identifying what programming is required to meet customer needs.

3. How would you actively integrate leisure and recreation programs with other MWR
divisions (e.g., Family, Business)?

Q:  What is the definition of a “program”?
A:  A program is a component part of an activity (e.g., Arts and Crafts).  Programs may be either

directed or self-directed.

Q:  How do you distinguish between integrating programs with other MWR divisions versus being
part of another program (e.g., library automation)?

A:  “Integrating programs with other MWR divisions” would mean combining two or more
separate programs or activities to form one program that captures a wider audience.  An
example of this would be if Arts and Crafts and Youth Services each conducted a separate
pumpkin carving contest at Halloween, they can combine their activities to have a joint
Halloween party.  Programs become part of another program when each program is conducted
separately as part of a large theme, e.g., booths at a carnival.  The booths are not integrated in
their programming, however they are part of the whole carnival.

6. What facilities are currently underutilized?  How could they be better utilized?

Q:  Are we restricted to answering this question in reference to Recreation
facilities?

A:  No.  You may include other facilities on-post, e.g., Chapel.

7. Is there a facility that might serve as a Community Activity Center (CAC) for consolidated
program delivery?

Q:  Please define CAC.
A:  A Community Activity Center, or CAC, is a multiuse facilitiy that consolidates MWR services

from several activities that are traditionally operated separately.  The CAC should be located
convenient to its customers.  Ideally it would have expansion potential.

9/10. What are the three most used Recreation activities (or programs) at your installation?

Q:  I don’t have data on activity (or program) use.  How can I answer this question?
A:  We are strictly interested in perceptions, not actual hard data.  No decisions will be made

based purely on these data.  As you are answering the question, please note it is asking about
most used activities (or programs), NOT most important activities (or programs);  they are
different questions.
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(NOTE to facilitators:  It is not unusual to get different “generic” names for the same program.
Whenever possible combine them when aggregating results.)

11. What installation Recreation program could be effectively outsourced (contracted, done
cooperatively, or purchased off-post)?

Q:  Are we restricted to answering this question in reference to programs?
A:  No.  You may include facilities, services, and programs, any of which can be contracted out.

15. What civilian recreation programs are most used by our authorized patrons?

Q:  What do you mean by “civilian recreation 
A:  Off-post recreation programs offered by city, state, county, or other Federal organizations.

17. What civilian recreation facilities could support our user base?

Q:  What do you mean by “civilian recreation facilities”?
A:  Off-post recreation facilities belonging to city, state, county, or other Federal organizations.

APPENDIX CAPPENDIX C

DEFINITIONSDEFINITIONS
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Definitions

Activities Organized programs and services (e.g., Arts and Crafts is an activity).

Programs Component parts of activities, may be directed or self-directed (e.g., cake decorating classes and
ping pong tournaments would be considered programs).

Services Nonparticipatory assistance provided to customers to enhance satisfaction in program/activity
participation.

Programming The act of organizing events and programs, with services as required.

Strengths Surpluses or unique skills/capabilities internal to the organization which could be more fully
utilized.

Weaknesses Voids or deficiencies within the organization that must be improved.  The focus is on root
causes, not symptoms.

Opportunities External factors, driving forces, and emerging trends that can be capitalized upon to benefit the
organization.

Threats External factors, driving forces, and emerging trends that must be accommodated or defended
against so that they don’t adversely impact the organization.

Key Result
Areas (KRAs)

The KRAs can be considered the goals of the Recreation Delivery System.  They are a group of
related functions combined for planning and measurement purposes, i.e., the areas of the
Recreation Delivery System where planning is required to reach improved outcomes.

Key Actions The major actions that must be achieved to obtain the desired outcome(s) in a specific Key
Result Area.  Often referred to as objectives in other planning modules.

Tasks The steps or actions required to accomplish a Key Action.  The focus is on “what” must be
accomplished to achieve the associated Key Action.






